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Define Phase

PROJECT CHARTER

Strategic Goal/Business Case:
The goal of this Six Sigma project is to reduce the utilization of Department 
Purchase Orders (DPO’s).

Problem Statement:
DPO’s are an acceptable purchasing process when used for emergencies 
and/or one-time purchases under $1,000.  However, DPO purchases  bypass 
approval requirements and controls by the Purchasing, Budget and DISS 
Departments. Data shows departments are paying more for products, services 
and shipping that are included in existing bids.  In addition, DPO purchases are 
not currently captured by SAP and cannot be included in total usage figures 
used by Purchasing that could further leverage power buys for Erie County.   
There does not appear to be a correlation between size of department or 
department budget to number of DPO’s.
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Define Phase

PROJECT CHARTER

Project Objective:

To reduce utilization of DPO’s by 2% without creating a consequential delay within the 

Purchasing Department all while accommodating the needs of the departments and 

following public purchasing laws to maximize tax payer dollars. 

Timeline:

Project Start Date: November 12, 2008

Project Re-Scope Date: February 27, 2009

Project Improve/Control Phase Date: August 2009
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Suppliers Inputs Process Customers

 30 Erie County 

Departments 

 4 Cities

 25 Towns

 16 Villages

 17 Fire Districts

 21 School Districts

 Buffalo Sewer Authority

 Erie County Water Authority

 NFTA

 Wyoming County

Step 1:

Request to 

purchase 

materials /

services

Outputs

Step 2:

Request & 

Approve 

Specs

Step 3:

Receive all 

necessary

Approvals

Step 4:

Purchase from 
State Contract 

or issue 

Formal/

Informal Bid

 Existing Bid

 State Contract

 Informal Bid 

($2,500- $10,000)

Formal Bid  

(over $10,000)

 Purchase Reqs 

 Blanket Orders

 DPO’s 

 Same as        

suppliers  

Step 5:

Purchase 

goods

 Specifications

 Funds availability

 Approvals

Define Phase

SIPOC
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The total amount purchased in 2007 on DPO’s is $2,269,481.   

The financial goal is to reduce overall DPO spending by 2%.

Define Phase

FINANCIAL ANALYSIS
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Define Phase

Team Brainstorming 

Cost of Poor Quality in Purchasing Practices

Failure to meet customer’s timeline

Cost associated with delays and/or rework

Lost opportunity to achieve greater economies of scale 

Risk of scope creep resulting in failure to meet project or grant 
goals

Paying unnecessary fees or penalties due to lack of or poor 
planning 



Center for Industrial Effectiveness © 2008 University at Buffalo.  All rights reserved. 

Measure Phase

PROCESS FLOW DIAGRAM – Purchasing Process
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DISS Specs

Receive & 

Review specs

Accept

Specs?

Request

Origin

YES

NO

Fine tune

specs

Funds in 

G/L Line?

Identify 

Funds 

Reso or

Journal Entry?

Resolution 

(over $10k)

Journal

Entry

Submit  

To 

Legislature

Await 
approval

(bi- weekly)

NO

YES
Enter

REQ

Submit JE to

Budget Office

Draft 

Resolution

SharePoint 

Approvals

(bi-weekly)

Await

Budget 

entry



Center for Industrial Effectiveness © 2008 University at Buffalo.  All rights reserved. 

Request Dept 

Approval

Request 

Budget

Approval

Await 

Approval

Await

Approval

Budget 

e-mails

Approval

Req DISS

Approval

Await

Approval

DISS 

Approves
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Purchasing

Review 
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Bid/
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State Contract

Research

Delay

1-2 days
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Prepare Bid 
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Measure Phase

PROCESS FLOW DIAGRAM – Purchasing Process Continued
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Measure Phase

PROCESS FLOW DIAGRAM – DPO Process

Department
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Department
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Measure Phase

Data Collection- 2007

Count 1224122212201182971 965671 561501 3758339 17635640454239733382199119221515

Percent 3 3 3 3 2 2 2 1 1 120 413 11 9 8 5 5 4

Cum % 78 80 83 86 88 91 92 94 95 9620 10033 44 54 62 66 71 75
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Measure Phase

Data Collection- 2007

Count 17988 9397 4718 2763 2521 1512 1459 1601

Percent 42.9 22.4 11.2 6.6 6.0 3.6 3.5 3.8
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Measure Phase

Data Collection- 2007
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Pie Chart of Business Area (Percentages)
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Measure Phase

Project Re-Scope

The  re-scope focuses on 53.5% of the county-

wide utilization of $2,269,481. 
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Analyze Phase

Data Analysis- 2007

Further Analysis of DPO Purchases within Vital 

Few Departments by:

Division

Funding Source

Commodity 
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Analyze Phase

Data Analysis - 2007
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Analyze Phase

Data Analysis - 2007
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Analyze Phase

Data Analysis - 2007

Count 2309 1664

Percent 58.1 41.9

Cum % 58.1 100.0
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Analyze Phase

Data Analysis - 2007

Count 141 2122350 575 335 223 204 198 158 146

Percent 3.1 4.751.7 12.7 7.4 4.9 4.5 4.4 3.5 3.2

Cum % 95.3 100.051.7 64.4 71.8 76.7 81.2 85.5 89.0 92.2
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Count 2873 922 346 151 92 158

Percent 63.3 20.3 7.6 3.3 2.0 3.5

Cum % 63.3 83.6 91.2 94.5 96.5 100.0
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Six Sigma Purchasing Survey

The intention of this survey is to gather data on purchasing practices throughout Erie County Departments and where improvements
can be made.  Your input as a user of the system is very important and appreciated.

Please rank from 1-7 (1 being most often) what triggers the usage of a DPO in your department:  

______ Emergency purchase

______ Sole source purchase 

______ One-time purchase with vendor

______ Faster turnaround/delivery

______    Easier/less steps 

______ Routine purchasing process

______ Funds expiring (grant, year-end)

Comments:_______________________________________________________

Blanket Orders are considered:

____Acceptable purchasing procedure  ____Unacceptable purchasing procedure

Comments:_______________________________________________________

Bid information is:

_______ Readily available and easily located (user-friendly)

_______ Difficult to locate

_______ Difficult to understand (not user-friendly)

_______ Not applicable to my department

Comments________________________________________________________

State Contract information is:

_______ Easy to access (user-friendly)

_______ Difficult to locate

_______ Difficult to understand (not user-friendly)

Comments:_______________________________________________________

Overall suggestions: _______________________________________________

________________________________________________________________

OTHER TOOLS USED - Department Survey
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Just Do It

DISS 

Designated SAP approval contact 

Specs for most requested items posted on 

SharePoint to eliminate repetitive requests 

and delays

Budget

Reduce turnaround time for journal entry 

requests (fund transfers)

Quick Improvements
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Purchasing Procedures

RFP Tools

Annual bids
E-mail Contact

Search Mechanism

Department

Expiration Date

Contract (Name or Number)

Key Word

Improve Phase

SharePoint
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Improve Phase

DPO Spend Comparison  of ‘07, ‘08 & ‘09 Show YTD 
Reductions  
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Control Phase

CONTROL DOCUMENTATION 

BUILDINGS & GROUNDS

YTD 1/1-9/30 ANNUAL BUDGET % OF BUDGET

2008 $442,789.00 $686,147.00 65%

2009 $465,186.00 $781,336.00 60%

COUNTY PARKS

YTD 1/1-9/30 ANNUAL BUDGET % OF BUDGET

2008 $126,657 $182,831.00 69%

2009 $85,571.00 $142,233.00 60%

REPAIRS & MAINTENANCE (506200)
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Control Phase

SIX SIGMA TOOLS USED 

Define
Problem Statement

 Macro Map

Identify Customers

 Project Scope

 Primary Metric

 Secondary Metric

 Consequential Metric

 Baseline Data

 Entitlement

 Objective Statement

 Financial Estimates

 Non-financial Benefits

 Team Members

Measure

 SIPOC Diagram

 Process Flow Diagram

 Value Analysis/ Muda

 Detailed Flow (I/O)

 Measurement System    

Analysis

 Capability Analysis

 Short Term Capability

 Long Term Capability

 Data Collection

 Process Monitoring

 Lean Opportunities

 C & E Fishbone

 C & E Matrix

Analyze

 Potential X’s 

 Graphical Analysis

 Hypothesis Testing

 Means

 Variance

 Proportions

 ANOVA

 Regression Analysis

 FMEA

 ID Critical X’s

 Quick Improvements

 Lean Improvements

 Process Tracking

Improve

 Regression Analysis

 DOE Planning

 Screening DOEs

 Quantifying DOEs

 Optimizing DOEs

 Verify Critical X’s

 Y = F(x) 

 Optimization

 Generate Solutions

 Select Solutions

 Pilot Trials

 Capability Analysis

Control

 Control Methods

 Control Plans

 Poka-Yoke

 SPM – Monitor Y

 SPC – Control X’s

 OCAP

 Update FMEA

 Project Transition 

Action Plans

 Update Financial 

Benefits

 Final report

 Close Project

 Define Review  Measure Review  Analyze Review  Improve Review  Control Review

Define Measure Analyze Improve Control
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